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THE WHIT-E HOUSE 

WASHINGTON 
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EXECUTIVE OFFICE OF THE PRESIDENT 

OFFICE OF MANAGEMENT AND BUDGET 

WASHINGTON, D.C. 20503 

2 0 NOV 1978 

MEMORANDUM FOR THE PRESIDENT 

Subject: Attached Memorandum from Jay Solomon 

Jay Solomon's September 2:8, 19 7 8, memorandum· concerning, 
_Federal audiovisual management recommends the establish­
ment of an office at GSA to control Gove·rnrnent audiovisual 
expenditure~. The Office of Management and Budget does 
not favor the establishment of the proposed office for the 
following reasons: 

1. The General Services Administration (GSA) would 
be placed in the position of imposing its judgment over 
the judgment of other.agencies and departments regarding 
audiovisual needs and expenditures. We do not believe 
good management can be achieved by separating agency 
authority to make audiovisuals from agency responsibility 
to carry out its missions. 

2. Government audiovisual expenditures are estimated 
at $500 million pe,r year of which the Department of Defense 
(:DOD) spends approximately $350 million -- 70 percen.t. DOD 
ha's recently initiated several audiovisual management 
improvement efforts including a program to close .and 
consolidate DOD audiovisual facilities located in the 
Washington, D. C • , and Federal Reg,ion 9 areas • DOD has the 
competence to get its own house ,in order. 

3. OMB Circular A-114, issued in April 1978, · spe·111s 
out specific policies and procedures for improving agency 
and departmental audiovisual management. What is now 
required is for GSA to commence moni taring· the implementa­
tion of.the Circular in those agencies where sufficient 

.progress has not been achieved. Instead of an 80-person 
of,fice, four or f,i ve people should .be adequate. We believe 
the National Audiovisual Center (NAC), a program element of 
GSA, should be given ,specific a:uthority to oversee and 
monitor Circular A-114. The NAC has specific ciearance and 
distribution functions as,signed to it by Circular A-114. 

4. We do not recommend that audiovisual expenditures 
be broken out in agencies' budgets as suggested by GSA. 
The inclusion of i'elements of expense" such as audiovisuals 
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in budgets is anathema to zero~based budgeting. In addi­
tion.·, the .inclusion of ? new objec·t classification · 
specifically for audiovisuals would require. informal 
congressional approval which would, be difficult to obtain •. 

In addition to the:· above substantive obJections to. the. 
establi.shmerit of the ·proposed off:ice, we are . also ·ccmcerned 

. wi.th .:Mr. Solomon's efforts to elicit premature budget 
·.approval from you on· resources necessary to implement his . 
proposal. GSA ·should be expected. to confine any r:esource · 
requ~sts to the ZBB review process where judgments as .·to 
prograrn priorities: can be weighed objectively against com-
peting agency func,tions. ·.. · · 

·.• 

. uJ;~.· ' ~ /1'/~ . 
es T. ·Mcintyre, J • 

Director 

: ( 
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CBO. ~~ Gen~r.al . Serv1ces · 
, ~ Administration Washington, DC 20405 

SEP 2 8 1978 

MEMORANDUM FOR: THE PRESIDENT 

FROM: JAY SOLOMON 

SUBJECT: Management Control Over Government 
Audiovi:sual Expenditures 

A number of studies have been conducted in the present 
decade on the manner in which the federal government 
spends money on films, videot~pes and mixed media pro­
ducti.ons. They have universally concluded that there 
are very large ~ollar expenditures, typicaLly made 
\'lith inadequate 'management on the part of the individual . -
agencies, as well as on the part of any central over-
sight agency. Several abuses have resulted. Chief 
among these are: proliferation of films and other 
audiovisual products; unnecessar-y duplication of 
subject matter; faulty and wasteful procurement and 
contracting processes; waste of audiovisual facilities 
an~ equipment owned by the government. 

The April 1978 study conducted by Robert Lissit under 
a \'lhi te House-generated contract, substantiated these 
findings and brought them up to date. Lissit reported 
a 1976 expendi.ture of $500 million. This figure 
includes capital expenditures for facilities and 
equipment, and actual production of 2,300 films, 5,500 
television programs, and 5,200 audid and mixed media 
shows. The numbers relate to both civilian and 
military agencies. The.overall cost of $500 million 
includes salaries· of government workers. Lissit and 
his co-workers felt their numbers were conservative. 
This is borne out by the 1977 figure of $632 million 
for federal audiovisual expenditure, puolished in a 
private study. The ·White House study team identified, 
in its 1,400 pages of report, many unnecessary products, 
much wastag.e, some poor quality films and tapes, and 
little ~ontrol within the agencies of such expenditures. 

_-
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It was pointed out that any attempt to atta-ch a 
precise dollar figure to government audiovisual 
expenditures would be impossible~ however, there 
were no substantive rebuttals on the part of agencies 
to the Lissit estimates, and it was generally felt 
that the study erred on the conservative side. 

The most important single finding of the study was 
wid·espread waste and inefficiency in the management 
of audiovisual expenditures. A major cause of the 
problem was found to be the lack of supra-agency·and 
intra-agency contro.l over these expenditures. 
Lissit•s study found that no cabinet department has 
any kind of effective control over its own productions. 
Bud~et analysis, under present reporting procedures, 
cannot isolate all such expenditures. Agencies are 
presently not required to submit audiovisual products 
to external scrutiny, nor to submit assessments of· 
audience approv~l, or return on investmen:t to the 
a.gency for a parti~ul'ar product. Audi.ovisual facili-:­
ties have largely been permitted to proliferate, to 
the point that some are utilized as little a.s ten 
percent of available time, or less. 

In April 1997, in a Cabinet meeting, you expressed 
concern over the manner in which agencies handled 
audiovisual production. A year later, with your 
approval, OMB Circular A-114 was published, a:nd GSA 
was asked to monitor its impact and to propose 
additional steps if needed. This proposal is my 
response to that as·signment. 

I propose to establish within GSA an·office charged 
with implementation of OMB Circular A-114 through · 
centralized procurement, operational oversight and 
through the promulgation of specific audiovisual 
regulations. Such an o:ffice is well within the 
boundaries of GSA functions, as set forth in its 
enabling legislation, the Federal Property and 
Administrative Services Act of 1949. Regulatory 
and operational oversight of governrnent..:.wide pro­
curement practices for audiovisual products is 
parallel to, and consistent with, the oversight GSA 
traditionally renders in the procurement of personal · 
property and non-personal services~ 

_-
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These authorities are subject to the regulations 
prescribed by the Administrator for Federal Procure­
ment Policy. In a number of paragraphs of OMB 
Circular A-114~ GSA is specifically mentioned by 
OMB as responsible for one or more implementation 
functions. Itis particularly noteworthy that OMB 
Policy Letter No. 78-5, Paragraph 7, states that 
"The General Services Administration and the Depart­
ment of Defense shall make such changes to the 
Federal Procurement Regulations and the Defense 
AcquisitionRegulations as necessary to implement 
the uniform contracting system ... 

The most recent assessment of government audiovisual 
functions was made in the September 21, 1978, hear­
ings of John Burton's Subconunittee on Government 
Activities and Transportation, of the House Committee 
on Government Operations. Several important points 
emerged. After hearing testimony from OMB, five 
ag.encies and a itumbe.t of professional groups, Mr. 
Burton concluded that the government audiovisual 
problem is still largely unresolved. Circular A-114 
establishes policy, and a recent revision provides 
some operational guidance, but there still exists 
no central,~operating office that provides a full 
r-egulatory and operating service for agencies requir­
ing audiovisual productions. The hearings clearly 
made the point that little has been accomplished to 
date, that a policy circular alone cannot be expected 
to improve well-established operating procedures, and 
that the same principles of central procurement 
authority that gave-rise to.GSA in 1949 obtain today. 

GSA's present difficulties notwithstanding, I propose 
a strong, fully-staffed office that would serve all 
agencies as a cientral audiovisual procurement source. 
This will be the first new, operating-type office to 
be established in GSA ~ince the revelation of the 
aberrancies that can occur in a government procurement 
function. It will be a model office, established with 
fullcognizance of the problems that can arise <;ind 
with full emphasis on establishing new management 
techniques aimed at superior performance. I expect to 
give this new office my fullest support and close 
attention, and to staff it with the best-trained 
procurement officers available. 

_-



: .· 

4 

If such an office with government-wide audiovisual 
procurement functions is established in GSA, it would 
be your prerogative to make ies r~gulations mandatory 
for all executive departments and agencies (except a-s 
exempted for security and other reasons by Circular 
A-114, Paragraph 5, and excep:t for civil agency 
exemptions specifically mentioned in the Property ·Act.) 
You -could permit across-the-board self-exemption by the 
Secretary of Defense. GSA's new office would solicit 
vendors, review their proposals, select the winning 
bidder and supervise production, with agencies guaranteed 
through regulations the right to define their own needs 
and to work closely with GSA during production. 

When an approved project has been completed, it would 
be screened.and evaluated by GSA for compliance with 
the original-proposal, cost overruns, etc., and would 
be registered with the National Audiovisual Center for 
entry into the data bank as available footage. These 
tasks would be acFompJ ~.shed. without delaying the agency 1 s 
release of the product. At this point, a final agency 
proposal for evalpating return-on-investment would bel 
approved. The agency would be required to submit a 
final report on the project after this analysis is 
completed for major productions.· .. 
The agency requiring the audiovisual service would 
requisition it from GSA's new office just as agencies 
now requisition other products and services. GSA would 
not judge an agency's needs, but would procure the film 
or other audiovisual service, provided-the policy of 
Circular A-76, Circular A-114, and the regulations 
relating to procurement practice are all observed. 
Special provisions would assure close agency liaison 
during production to retain the agency's self-defined 
requirement as the compelling force in the procurement 
and pr.oduction process • 

• 
We estimate a staff of 80 contracting officers and support 
personnel, specially trained as audiovisual specialists 
will be required forthis function. Their tasks would 
include procuring production services, drafting special 
regulations, conducting facility consolidation studies 
and analyzing budgetary data and investment returns. 

_-
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During the recent Burton hearings, an oral commitment 
to provide staffing for GSA audiovisual oversight was 
made by OMB, though without specific figures. 

Based on this plan, I believe every audiovisual project 
except as excluded in OMB Circular A-114, Paragraph 5, 
can be centrally procured, and a review can be conducted, 
with agency cooperation, of every audiovisual facility 
and of all equipment. Based on Lissit's findings and the 
facility surveys already underway by the Federal Audio­
visual Committee, I believe it will be possible to save 
approximately $83.1 million in the first full year of 
operation. This could be considered a conservative 
estimate.. I feel that the Lissi t Report clearly indicates 
unnecessary expenditures that far exceed $83 million · 
annually. It is possible that the waste reaches as high 
as $150 to $200 million annually, if all factors, (such 
as· non-compliance with A-76, faulty contracting: procedures, 
lack of specific regulatory guidelines, and proliferation), 
are considered. I think an aggressive, fully-staffed 
audiovisual offi'Ce could effect savings substantially 
greater than $83 m:lllion, given your strong support and 
the proper opera'ting authorities. My conservative figure 

·of $83.1 million saved annually is based on the findings 
of the Lissit Report, and can b~ broken down thus: 

a. 

b. 

c. 

d. 

20% o£ mi.litary agency proposals 
rejected for inadequate justification. 
or insufficient post-production 
assessment plans 

20% of ~i vi.lian agency proposals 
rejected. for inadequate justification 
or insufficient post-production 
asses·sment plans 

facil.ity.and equipment consolidations 
(first year) 

personnel reductions (first yea~) - 5% 

e. . savings through improvement in con­
tracting procedures (5% per year 
excluding salaries) · 

TOTAL 

.. 

($-millions) 

29.4 

19.6 

8.0 

13.6 

12.5 

.$83 .1 

... " . 

:-"• • <(" 

:! · .. : 

I 

I 

1 
I 
j 
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' I 
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The prospect of a strong and successful new procurement 
office, functioning efficiently and amply justifying 
its existence in the first Y'?ar, an office receiving 
your personal endorsement and my closest scrutiny, . 
would go far toward rebuilding both internal morale 
at GSA and in securing the confidence of the federal 
community, as well as the public. The new office's 
budget and staff are, in my opinion, fully justified 
by the huge projected return on the investment, as 
well as by our intent to monitor agency staffing for 
audiovisual production. Facility consolidation alone 
could offset a considerable portion of the new staff­
ing requirement. ··Finally, I propose that the he<;id of 
the newly-created office serve as chairman o.f the 
Federal Audiovisl:lal Committee, which should be retained 
as a principal conununication device between agencies 
and the new audiovisual office. I recommend that you 
approve the proposal in toto, which would imply approval 
of the points I have presented in these pages. I 
present the key elements below, in the fqrm of options, 
for your specif~c attention. 

OPTIONS 

~ 

(1) Form of Management Control. If the status 
quo is maintained, Circular A-114 would 
continue to serve as the basic enforcing 
document, with each agency responsible for. 
its own compliance, _and an annual report due 
to GSA. A somewhat more aggressive approach 
would be for GSA to report annually on agency 
compliance, addressing such issues as under­
use of facilities, or unnecessary expenditures 
for production or equipment. One product of 
this analysis would be recommendations for 
budg.et reductions. A third approach would 
be to establish a clearance process for 
certain categories'of production where cost 
is of sufficient magnitude, while other 
types of projects would be sa~pled, or 
monitored in less detail. The most stringent 
approach, which I favor, would be to establish 
an office within GSA that-would serve as the 

.. ·~. 
.. -

•. 

: 



'" 

7 

government's central procurement staff for 
audiovisual services, and assume the 
responsibilities for a government-wide 
motion picture contracting system. Some 
of fhese functions were initially assigned 
to DOD by revisions to OMB' Circular A-114, 
August 30, 1978, prior to the drafting of 
this proposal, and would revert to GSA by 
your appro_val of this op,tion. 

DECISION 

(Recommended) 

Status quo (no new staff) ------
-----~--GSA monitor through agency 

.. 

.. 

annual reports ( 2 0 ne:·7 
positions) 

GSA approve/disapprove 
~-----certain classes of projects 

(30 new positions) 

GSA establish uniform ------government-wide system for 
audiovisual procurement, .· 
and serve as central 
procuring office (80 new 
positions) 

(2) Exemptions. It would be possible to permit 
DOD to exempt itself from the regulatory and 
operational aspects of the new GSA office. 
Other agencies, now exempt either totally 
or in pa~t.from the procurement authorities 
granted by Section 201 of the Property Act 
to the Administrator of General Services, 
would 'be exempted from the requirements of 
this new audiovisual office. To grant the 
DOD exemption, however, wouid be to reduce 
substantially, from the outset, its potential 
centr~lizing role and to redu~e possible 
savings. ·I would prefer to see you issue an 

. '··'' 

• . c.t '.~ . 

. ' 
. ''''~ 

-I 

--

i 

.i 

., 
' 

.; 

::-:--_,, 

-! 

. -. ~ 
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Executive Order requiring DOD compliance -
except for those s~curity and other 
exceptions of Paragraph 5 o.f Circular A-114. 

_DODand the other agencies could then be 
permitted to negotiate additional exemptions, 

·with the Federal Audiovis-ual Committee serving 
as arbiter.· 

DECISION 

Establish new office at GSA ---'---: 
but do not issue Executive 

.. 

Order requiring initial DOD 
compliance. (In effect, 
permit from the outset 
substantial exemp.tions). 

(Recommended) Establish new office and issue 
-----. Executive Order requiring DOD 

compliance, with FAC serving 
as arbiter for military and 
civilian agencies which seek 

,- fulL or· partial exemptions. 

(3) Staffing._ A conservative approach would be 
to staff the office over a two-year period, 
requiring AO new positions in e~ch of the 

DECISION 

· first two years of existence. With overhead 
and administrative burden, this is estimated 
at.$1 million the first year, and twice that 
sum the ;second year. On the othe-r hand, ·you 
have placed such emphasis on a prompt solution, 

·. that I present full initial staffing as an 
·. alternative.. . .. _ . 

.• . 

. '· ... 

_____ phase staff in over two years 

· ·(Recommended) full initial staff -----
. · .. , 

. . ~ 
·.·;_·_ .... -. 

. . . : : ~ ~ 

--

. ' > -~-~ -~ 
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(4) Issue of Budget Exposure. If your decision 
(above) is to select an aggressive stance, 
it would be desirable to create a means for. 
identifying agency· audiovisual expenditures. 
in the budget process, so that across the 
board cuts are possible. It has been proposed 
that each agency's final ZBB submission 
contain a line accounting for all audiovisual 
expenditures, just as the travel category is · 
now exposed. This would have the dual benefit 
of requiring agencies to isolate and formally 
approve all such expenditures and would pro-

. vide the oversight office with an excellent. 
assessment.device. On the negative side, it 
would.require detailed definition of what is 

·to be included and would require additional 
analysis on the part of agencies which 
presently do not isolate these figures. I 
feelthese objections are minor compared to. 
the potential benefits,. and recommend. the 
separate line item. 

. .. . 

DECISION 

no separate line item -------
(Recommended)· --..,...----s.~parate .line item 

.(. ." 

< ••• 

(5} · 'Issue of Comouterized Data Base. The . 
National Audiovisual Center would accession 
all government-produced audiovisual projects, 
and would compile, from distribution libraries, 
d:ata on conunercially produced.films, tapes, etc. 
Title and key word searches would be made by 

. • agenci~s contemplating a new production, and 
this serv·ice would be offered to commercial 
producers on a reimbursable basis. It is 
believed that many proposed projects could 

.be eliminated and an existing government.or• 
· commercial film substituted. · The inclusion 
of·cornrnercial products in such a data base 

· would require an annual budge,t of $25 7, 000, but 

. :· 
'. 

~· 
. ;_' 

I 

. , ·I 

.. 

I 
I 
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I 
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DECISION 

I feel it would save many times that amount 
·by reducing government duplication. Such an 
office now exists ·:tor the mandatory title 

. check under Circular A-114, but w.i thout the 
commercia1 data base.· The addition of the 
commercial products, however, would enhance 
the government's cost-avoidance endeavor and 
would be greatly appreciated by the commercial 
distribution network. I favor adoption of the 
second option. 

do not include commercial ------products in d·ata base 

(Reco:rmnended) ______ include commercial products 
•. in data base 

• . 

.:;-: ~ ·- ~ . -: 

- '• 
~-- '. 1 ~ . 

'~. . ... 
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AUDIOVISUAL EXPENDITURES 

+I I I I I I I I+++++++++++ ++++++++++++++I I I I I I I +++++++I I I I I 1++1 I I I I I 

+ RESPONSE DUE TO RICK HUTCHESON STAFF SECRETARY ( 456-7052) + 

+ BY: + 

+I I I I I I I I I I I I I I+++++ I I I I I I I I 1++++++++++++ +++++++++++++I I I I I I I I 

ACTION REQUESTED: 

STAFF RESPONSE: ( ) I CONCUR. ( ) NO COMMENT. ( ) HOLD. 

PLEASE NOTE OTHER COMMENTS BELOW: 

I 
j 



•.. ->' .. • ·(]· ~(\J~ ~=~~~=~ 
~j' D~~ Administration Washington, DC 20405 
/ 

SEP 2 8 1978 

MEMORANDUM FOR: THE PRESI'DENT 

FROM: JAY SOLOMON 

SUBJECT: Management Control Over Government 
AudiovtsuaT Ex:penditures 

The April 1978 study .conducted by Robert Lissit under 
a White House-generated contract, subs.tantiated these 
findings and brought them up to date. Lissit reported 
a 1976 expenditure of $5.00 million. This figure 
includes capital expenditures for facilities and 
equipment, and actual production of 2,300 films, 5,500 
television programs, and 5, 20'0 audio and mixed media 
shows. The numbers relate to both civilian and 
military agencies. The overall cost of $500 million 
includes salaries of government workers. Lissit and 
his co-workers felt their numbers were conservative. 
This is borne .out by the 1977 figure of .. $•6.32 million 
for federal audiovisual expenditure, published in a 
private study. The Whit.e House study team identified, 
in its 1, 40·0 pages of report, many unneces·sary products, 
much wastage, some poor quality films and tapes, and 
little control within the agencies of such expenditures. 
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It was pointed out that any attempt to attach a 
precise dollar f'igure to. government audi.ovisual 
expenditures WOUld be impOSis:ible: howeyer 1 the·re 
were no substantiverebuttals on the· part of agencies 
to .·the Lissit ·es'timateR, and it was generally felt 
that the study erred on the conservative s.ide. · 

' . 
The most important single finding of· the study was 
widespread waste and ineffi:ciency in the management 
of audiovisual expenditures. A maj·or cause of the. 
problem was f.ound to be the lack of supra-agency and 
intra-agency control over these expenditures •. 
Lis·sit • s s.tudy found that no cabinet department has 
any Jdnd of ·effective control. over its own productions .• 
Budget ana.lysis, under present .reporting procedures, 
cannot isolate all such expenditures. Agencies· are 

.Presently not req\:lired to submit audiovisual products 
to external ·s·c-rutiny, ·nor to submit assessments of 
audience approval, or return ·on investment to the 
agency for a particular produc.t.. Audiovisual facili-

·ties have largely been permitted to proliferate, to 
the point that some are utili.zed as little as ten 
pe:r:;c·ent of av:a·ilable time,· or less. 

In Apri.l 1977, in a Cabinet mee.ting,. you expres.s·ed 
concern over the manner in which agencies handled 
audiovisual production. A year later, wi~h your 
approval, OMB·c"ircular A-114 was published, and GSA 
was asked to · monitor its impact and to propose .. 
additional· s·teps if neede.d. This proposal is my 
response to that assignment. 

I propos.e to establish within GSA an· offic.e charged 
· with implementation of OMB Circular A-114 through 
centralized procurement, operational oversight and 
through the promulgation of speci.fic audiovisual 
regulations. Such an office is well within the 

·· boundaries o£. GSA functions, as se.t forth in its 
ena:bling legislation, the Federal Property and 
Administrative Services Act of 1949. ·Reguiatoi:-y . 

. and operat·ionc;tl oversight of government-wide pro­
curement practices for audiovisual products is 
parallel to, and cons·istent with, the overs·ight GSA 
traditiqnally renders in the procurement of personal 
property and non-personal services. 
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These authorities are subject to the regulations 
prescribed by the Administrator for Federal Procure­
ment Policy. In a number of paragraphs of OMB 
Circular A-114, GSA is speci.fically m~ntioned by 
OMB as responsible· for oneor more implementation 
func.tions. It is particularly noteworthy that OMB 
Policy Letter No. 78-5, Paragraph 7, sta:tes that 
11 The Gel'lei;'al Services Administrat·ion and the Depart:-" 
ment of Defense shall make s·uch changes to the 
Federal .Procurement Regulations and the ·Defense 
Acquisition Regulations as necessary to implement 
the uniform contr·act.ing system ... · 

The most recent assessment of. government audiovisual 
·functions :was made in the September 21, 197·8, hear~ 
ings of .John Burton •.s Subcommittee on Government 
Activities and Transporta·tion, of the House Committee. 
on Government Operations. Seve·r'i:il important p9ints 

.emerged. After hearing testimony from OMB, five 
agencies and a number of professional groups, Mr •. 
Burton concluded that the government audiovisual 
problem is still largely unresolved.· circular A-114 
establishes policy, and a recent revision provides 
some operational guidance, but there still exists 

.no central, operating office that provides a full 
regulatory and operating service for agencies· requir­
ing audiovisual productions. The hearings clearly 
made the point th.at little has .been accomplished to · 
date, that a policy circular alone cannot be expected 
to improve. wel:l-es.tablished operating procequres, and 
that the same principles of central procurement 
authority that ·gave.rise to GSA in 1949 obtain today. 

GSA's present difficulties notwithstanding, I propose 
a strong, fully-staffed office' that would serve all 
agencies as a central audiovisual procurement s.ource·. 
This will be the. first new, operating-type office to 
be establ.i.shed in GSA since the revelation of the 
aberrancies that can occur in a government procurement 
function. It will be a model office; .established with 
full cognizance of the problems that can arise and 
with full emphasis on establishing new manag.ement 
techniques aimed at superior performance. · I expect to 
give this new office my fullest support and c:lose 
attention, .and to staff it with the best.;..trained 
procurement officers available. 
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If such an office with government-wid,e audiovisual 
procurement fUnctions is established in GSA, it would 
be_ your prerogative to make its regulations mandato·ry 
for all ·executive d~par:tments .and agencies. (except as 
e:x:empted for security and other reasons by Circular 
A-114, Paragraph 5, and except for civ.il ag.enGY 
exemptions specifically mentioned in the Property Act.)_ 
You could permit acros,s-the-board self-exemption by the 
Secre-tary of Defense.. GSA's new office would solicit 
vendors, review_thei:r .proposals, select the winning 
bi<:laer and supervi:s·e production., with agencies guaranteed 
through regulation-s the right to de-fine their own needs 
and to. work clos.ely with GSA during production. 

When an approved project has been completed., it wou.'ld 
be screened and evaluated· by GSA for compliance with 
the original proposal, cost overruns, etc.; a'nd would 
be registered with the National Audiovisual Center for 
entry into the data bank as available footage. These 
tasks would be accomplished without delaying the agency's 
release of the product. At this point, a final agency 
proposal for evaluating return-on-investment would be 
approved'. The agency would be required to submit a 
final report on t:he project after this-analysis is 
completed for major productions. 

T.he agency requiring the audiovisual service would 
requisition it from GS.i\'s new office just as agenGies 
now requisition other products and services. GS_A would 
not judge an agency's· needs, but would procure the film 
or o-ther audiovisual service, provided the policy ·of 
Circular A-76, Circular A-114, arid the regulations 
relating to procurement practi-ce are all observed. 
Special provisions would assure C.}ose agency liaison 
(luring production to retain the agency's self-defined 
requirement as the compelling force in bhe· proqurement 
and production process. 

We estimate a staff of 80 contracting officers and support 
personnel, specially trained as audiovisual specialis-ts 
wi.ll be required for this ;function. Their tasks woUld 
iriclude procuring production services, drafting special 
regulations, conducting facility consolidation studies 
and _analyzing. budgetary data. and invesbment returns. 

·,_. 
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Duriri9 the recent Burton hearings, an oral commitment 
to provide staffing for GSA audiovisual· oversight was 
made by OMB, though without specific figures. 

Based on· this plan, I believe every audiovisual project 
except a-s excluded in OMB eircular A-114, Paragraph 5, 
can be centrally procured,. and a review can be conducted, 
with agency cooperation, of every audiovisual facility. 
and of all equipment. · Based on Lissit's findings and the 
facility surveys already underway by the Federal Audio-

. visual Cornmittee, I believe it .will be pos,sible to save 
approximately $83.1 million in the first·full,year of 
operation. This could ·be cons.idered a .cons·erv:ative · 
estimate. I feel that the Lissit Report clearly indicates 
unnecessary expenditures that far exceed $83 mil'lion . ·· 
annually. It is possible that the waste rea.ches as high 
as $150 to $20·0· rn:illion annually, i.f all ·factors, {such 
as non-compliance with A-76, faulty contracting procedures, 
lack of specific regulatory guidelines, and prolif·eration), 
are considered. I think an aggressive, fully...:s:taffed 
audiovisual office could eff·ect savings substantially 
greater than $83 million, given your strong support and 
the proper operating authorities,. My conservative figure 
of $83.1 million saved annually is based on the findings· 
of the Lissit Report, and can be broken down thus: 

a. 

b. 

d. 

e. 

20% of military agency proposals 
rejected for inadequate fustifi~atioh 
or insuffic;i.ent post:-producti·on 
as-sessment plans 

20% of civilian agency ppoposills 
rejected for inadequate justification 
or insufficient post-production 
assessment plans 

facility and equipment consolidations 
(first year) 

personnel reductions (first year) - 5% 

savings throl,lgh · improvement in c.on­
tracting procedures (5% per year 
e~clud.ing salaries) 

TOTAL 

($~millions) 

2.9 .4 

19.6 

8.0 

13·.6 

12.5 

$83.1 
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The prospect of a strong and succes;sful new procureme:n·t 
office., functioning efficiently and amply justifying 
'its existence in the first year, an office receiving 
your personal endors.ement and my closest scrutiny,, 
would go far toward rebuilding both internal .morale· 
.at GSA·and in securi,ng-the confidence of the federal 
community, as. well as the public. The new office's 
budget and staff are, in my opinion, fully justifi.ed 
by the huge projected re.turn on ~the investment, as 
well as by our intent to monitor agency staffing for 
audiovisual production. Facility consolidation alone 
could offset a considerable portion of.the new staff­
ing requirement. Finally, I propose that the head of 
the newly-created· office serve aB chairman of. the 
Fede.ral Audiovisual Cormni ttee, wh.ich should be retained 
as a.principal communication device between agencies 
and the new audiovisual office. I recommend that. you: 
approve the·proposal in toto, which would imply .approval 
of the points I have presented in these pages. I 
present the key eleme:nts below, in the form o·f options., 
for your specific attention. 

OPTIONS·· 

(1) Form of Ma:nagernent control. If the status 
quo is maintained·, Circular A-114 would 
conti:nue to serve as the basic enforcing 
document, .with each agency responsible for 
its own compliance' .and an annual report due . 
to G:3_A. A somewhat more aggress.i ve approach 
would be for GSA to report annually on agency 
compliance, .addressing such issues as under.;,. 
use of facilities, or unnecessary expenditures 
for production or equipment. One product of 
this analysis would be reco:nimendations for 
budget reductions. A third approach would · 
be to establis•h a clearance process for 
certain categories.of production where cost 
is of suffi.cient maghi tude, while· other · 
types of proj•ects w.ould be sampled, or 
monitored in less detail. ·The most stringent 
approach, which I favor, .would be to establish 
an office within GSA that would serve as the 
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g.overnment' s central procurement staff for 
audiovisual services, and assume the. 
responsibilities for a government-wide 
motion picture contracting sys·tem. · Some 
of these functions were in·itiaily a·ssigned 
to DOD by revisions to OMB Circular A-114, 
August 30, 1978 '· prior to the drafting of 
this proposal, and-would .revert to GSA by 
your approvall of this option. 

DECIS:EON 

(Recomme.nded) 

__________ Status quo (no new staff) 

______ GSA monitor through ag,ency 
annual reports (20 new 
positions) 

______ GSA. approve/disapprove 
certain classes of projebts 
~~0 new positions) 

GSA establish uniform ""-----"'--governmenb-wide system for 
audiovisual procurement, 
and serve as central 

-· procuring. office (80 new 
positions) 

(2) Exemptions. It would be pos:s:ible to permit 
DOD to- exempt itself from the regulatory and 
operational aspec.ts of the new GSA office. 
Other agencies, now exempt either totally 
or in part from the procurement authorities 
granted by Section 201 of the Property Act 
to the Administrator of General S·ervices, 
would be exempted from the requirements of 
this new audiovisual office. To grant the 
DOD exemption., however, would be to reduce 
s~ubstantially, from the outse•t, its potential 
centralizing role and to reduce possible 
savings. I would prefer to see-you issue-an 
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DECISION 

Executive Order :-·~equiring DOD compliance -
except for those secu"ri ty and other 
exceptions of Paragraph 5 of Circular A-114. 
DOD and the other agencies could then be 
permitted to negotiat·e add.i tiona! exemptions , 

·with the Federal Audiovisual Committee serving 
as· arbiter. 

-Establish new off-l:ce at GSA 
---.,..-~ 

but do not is·sue Executive 
Order requiring initial DOD 
compliance. (In effect,· 
permit from the outset 
substantial -exemptions). 

(Recommended.) Establish new o-ffice and issue __ _...; __ 
Executive Order requiring DOD 
compliance, with FAC serving 
as arbiter· for military and 
civilian agencies which seek 
full or partial exemptions. 

(3) Staffing. A conservative approach would be 

.DECISION 

to s·taff the office over a two-year pe-riod; 
requiring 40 new positions in each of the 
first two years of ,existence. With overhead 
and administrative burden, this is eS'tima-ted 
at $1 million the f:irst year, and twice that 
sum the second year. On the other hand, you 
have placed s-uch emphasis on a prompt solution~ 
that I present full initial staffing as -an 
al.ternat±ve . 

_____ phase s·taff in over two year·s 

(Recommended) _____ full initial staff 
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(4) tssue of Budaet Exposure. If your decision 
(above) is to select an aggressive stance, 
it wou'l(f be des;irable to create a means for 
identifying agency audiovisual expendit-ures 
in the budget process, so that across the 
board cuts are poss'ibl:e. It has been proposed 
that each agency's final ZBB submission 
contain a line accounting for all audiovisual 
expenditures, just as the travel category is . · 
now expo:seQ.. ·This would have the dual benefit 
of requiring agencies to isolate and formally 
C3,pprove'all such expenditures and would pro­
vide the_oversight office with an excellent 
.assessment device. on the .negative side, it 
·would req·uire detailed definition of what is . 
to. be included and would require additional· · 
analysis on the pax:t of agencies which 
presently do not isolate these figures. I 
feel these objections are minor comparedto 
the· ·potential benefits, and recomme·r:td the 
separate line item. · 

DECISION 

______ h.o separate line i tern 

(Recommended)· ______ §.:§parate line i tern: 

( 5) Issue of cornpu:terized Data Base. The 
National Audiovisual Center would accession 
all government-produced audiovis"Ual projects, 
and would compile, from distribution libraries, .. 
d.ata on commerc-ially produced ·films, tapes; etc. 
Title and key word searches would be made by 
agencies contemplating a new production, and 
this service would be o·ffered to commercial 
producers on a reimbursable basis. It is 
believed. that many proposed projects could 
be eliminated and an existing government or 
commercial film substituted. The inclusion 
of comme·rcial products in such a data base 
would require an annual budget of $257,000, but 
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'DECISION 

I feel it would ·save many times that amount 
by reducing government duplication. Such an 
O·ffice now exists for t•he mandatory title 
check under. Circular A-114, but w-ithout the 
commercial data base. 'l?be addition o.f the 
commercial products, ho:we:vet, would enhance_ 
the government's cost-avoidance endeavor and 
would be great:ly apprec.ia.ted ·by the commercial 
distribution network. I favor adoption of:'t'he 
second option. 

do not include commercial ------products in data base 

(Recommended)· --'-----include ·cotnmercial pro¢lucts 
in data base 

'. 
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THE WHITE HOUSE 

WASHINGTON 

Octobe-r 9, 1978 

MEMORANDUM FOR RICK HUTCHESON y 
FROM: JACK WATSON 

SUBJECT: Solomon M o andum regarding 
Managemen ontrol Over Government 
Audiovisua Expenditures 

I am not persuaded that all 
ment should be centralized. 
make a convincing case that 
function in one agency will 
and/or less expensive. 

audio-visual procure­
The paper does not 

centralizing this 
be more effective 

I suggest that the President should specifically 
raise this issue with the agencies by directing 
each Secretary and Agency Head to establish separate 
budget and program controls for the audio-visual 
function. Each department should set zero based 
·goals to be monitored by OMB. The goals can be 
revised on a quarterly experience basis provided 
they are set annually, rolling the revised goals 
forward every three months. Such a program will 
surely ta) make clear the President's determina­
tion to hold down audio-visual costs and (b) do so 
without creating a new central bureaucracy. 
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